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MEMORANDUM FOR: Executive Committee Members '

i eCretary, Lxecutlive Committee
SUBJECT : Information Handling Study

1. At our 11 April meeting, it was agreed that Agency information

- -handling is an example of a strategic planning activity that the Committee

should undertake and that this is a topic we could address rather soomn.
The attached memorandum recommends Executive Committee endorsement of

a proposed study on Agency information handling. A Committee meeting
1s scheduled for early May for discussion and decision on this proposal.

2. Because of the pervasive and complex nature of this topic in
general and the comprehensiveness of this study in particular, you and

~ your staff might want to review the proposal with some care and, if

appropriate, suggest changes to the guidance which the Committee will
provide to the study team. If you have comments, please forward them
to me by noon, Monday, 30 April.

25X1A

'Attajment:

As Stated

cc: D/OD
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‘James H. Taylor
Comptroller

FROM

Don I. Wortman : : '
- Deputy Director for Administration

SUBJECT Information Handling Study

Compfroller Memo of 21 Nov. 1978 to Deputy
Directors and DCI Admin., Same Subject

REFERENCE

1. This memorandum recommends Executive Committee approval, as
stated in paragraph 9, for an Agencywide study to develop a strategic plan
in information handling. A definition of the problem is proposed, based
on comments from Agency components, as well as management arrangements
and a basic methodology for the study. .

2. The proposed study is intended to fulfill the Agency goal proposed
jointly by the DDA and the Comptroller and adopted at the DCI's Goals
Conference in September 1978:

To develop a comprehensive information handling
strategy for the Agency and a structure for more formal
continuing coordination of the Agency's ADP, communications,
records management, and word processing activities.

The reasons for pursuing this goal are manifold; the referenced memorandum
reviews several of them. In general, there is a growing sentiment among
managers at all levels on the need to set a long-range course in Agency
information handling and to find a way for managers to work together better
in setting the course and pursuing it.

3. Given proper guidance, resources, and expertise, the proposed study
should result in a strategic plan which will govern the development or
revision of information handling systems and provide a framework to ensure
that major investment decisions are consistent with our long-term needs.
Within five years, if our planning is effective, we should be in a position
to assert that CIA's information flows through well understood, carefully
constructed systems, automated where cost effective, compartmented where
security dictates, and capable of relating smoothly and efficiently with

Approved..For Release 2002/01/11 : CIA-RDP85-008»21R000100020003-1




" Approved For Release 2002/01/11 : CIA-RDP85-00821R000100020003-1

other systems when such interrelationship is necessary or desirable,
The plan will not be static; it must be flexible enough to accommodate
new needs and solve unanticipated problems as they arise.

4. The plan should serve both senior managers, by proposing manage—
ment adjustments and advising them on the kirds of issues that warrant
their attention over the next five years, and systems and component managers,
by providing guidance to them on requirement priorities and recommending
- methods for achieving "a system of systems."

5. In order to develop guidance on what we want to see in the
end product of the study, an attempt has been made to define the Agency's
~information handling problem. As a first step, responses eon several
qQuestions relating to information handling were solicited from all Agency
components (see reference). These were reviewed carefully (and with some
difficulty because of the diversity of views). Attachment A contains the
results of the analysis of the responses. The following summarizes this
analysis:

a. The topic. Information handling in CIA is the
systematic creation, movement, use, storage, retrieval,
and disposal of intelligence and management information
with the support of automated or other clearly identifiable
processes and with due regard for control of sensitive and
compartmented data. -

b. The problem. CIA handles enormous amounts of
intelligence and management information. It has devised
numerous manual and automated systems, some of them highly
successful, to assist in the generation, movement, use, '
storage, retrieval, and disposal of this mass of data. In
far too many cases, however, these systems interact and
relate to one another on a random, unplanned basis. Where
exceptions exist, where "systems of systems" have been
developed by forward-looking managers and systems analysts,
there has existed no mechanism to relate these "systems
of systems" to other such systems. Additionally, no
Agencywide standards or policies exist to govern the
development of new systems or the beneficial interfacing
of existing systems. If we are to develop more orderly,
systematic methods for managing our information, we need
to know more about our existing information handling systems,
about the ways in which these systems do or do not interact,
and about how certain systems should interact.

c. The major issues.

(1) There is no central organization responsible for
policy formulation, planning, and tracking the
effectiveness of the many information handling
systems in use or proposed for use in CIA.

Approved For Release 2002/01/11 : CIA-RDP85-00821R000100020003-1




Approved For Release 2002/01/11 : CIA-RDP85-00821R000100020003-1
(2) Growth in the volume of information handled by
CIA components places a premium on development
-of more effective means of moving, selecting,
retrieving, displaying, and discarding that
information. : '

(3) No common standards and policies exist for planning
and guiding the development of information handling
systems and the selection of software and hardware
to. automate those systems. -

(4) Technological developments are blurring the tradi-
tional ‘functional boundaries between information
handling organizations, and we have not developed
‘mechanisms to deal effectively with cross-
functional information handling techniques.

6. ' The identification of the Agency's information handling problems
leads to the next step: establishing substantive guidance for those
responsible for the planning study. This will require some interaction
between the Executive Committee and the manager of the study when he/she
is identified. As a takeoff point for this interaction, a list of questions
that the study should address has been drafted. They were derived from
the issues listed above and from our perception of top—level management
concerns. The first cut at this guidance for this study is in Attachment B.

: 7. The following steps should be taken in carrying out this study:

a. The Executive Committee should direct the DDA
to designate a senior Agency officer as the full-time
project manager, and provide a small professional staff
of one or two officers and a secretary. Candidates from
the Agency at large should be considered for these
positions. '

b. The project manager should develop terms of
reference and a study plan and obtain Executive Committee
approval to proceed. The project manager should explore
the advantages of using contractor support to assist with
the project. Funds should be allocated for this purpose.

C. Under the guidance of the DDA, the project team
should, over a period of about one year, develop a strategic
plan for information handling, reporting progress to the
Executive Committee as the DDA and the DDCI deem appropriate.

d. The Executive Committee should approve the plan
after appropriate Agencywide review and begin to monitor
its execution. )
. 8. 1In reviewing alternatives.to the proposed approach, the Executive
Committee should consider the following points: ‘

3
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a. It should be clear that while there are differing
views on many aspects of this topic—-its definition, the
problems and possible solutions~-there is general agreement
that the problem needs attention.

b. There is a fundamental question about the scope
of the study that is concerned rot only with one's concept
of what is or is not to be included under the definition
of information handling, but also with the manageability
and cost of the effort. We believe the study should be as.
comprehensive as possible, within the limits imposed by
a rather fixed schedule and the resources and talents of
the study team. : ’

c. The most basic question, of course, is
whether to undertake the study. While the payoff
is difficult to predict (primarily because the Agency
has never undertaken such an effort), the results
to be expected from our current methods of dealing
with our information handling future are equally as
unpredictable. New information systems will emerge;
0ld ones will be modified. Without a strategic plan,
the managers of these systems will continue to be
plagued with the problems we see today and their
efforts will at best produce only incremental improve-
ments in our current situation in system design and
interaction, procurement, data flow procedures,
standards-~all those issues mentioned by Agency
components and summarized above.

9. It is recommended that the Executive Committee:

a. 'Approve in principle the proposed information
handling study. _

b. Endorse the general statement of the problem
and the issues stated in paragraph 5 as the basic
guidance for the study.

c. Endorse the general methodology for the study
as proposed in paragraph 7 and ensure the support of
all Agency components in the data gathering/and analysis
tasks of the stud / ;

25X1A

Don I. Wortman

Attachments:
As Stated
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" MEMORANDUM FOR: James H. Taylor -. -

o Comptroller :
Don I. Wortman P
A . Deputy Dn:ector for: Admmlstratlon .
FROM - : Bruce Johmson . 1
_ - Acting Director of Data Processmg - -
SUBJECT : Informatlon Handlmg Study, Problem Defmltlon
¢ Comptroller Memo of 21 Nov. 1978 to Deputy

- REFERENCE
- Directors and DCI Admin., Same Subject

. -

1. 2n Agency goal in information handlmg was proposed _.omtly by
the DDA and the Comptroller and adopted at the DCI's Goals Conference in -
_ Septexrber 1978. The goal has been stated as follows: :

-

_ To develop a comprehenSJ ve mformatlon handling
strategy for the Agency and a structure for more formal

- continuing coordination of the Agency's ADP, communica-
tlons, records management and word processmg aCthltleS

.In November 1978 the Comptroller ‘solicited comments on the goal from all |

Agency components, requestmg ‘responses to the followmg four questlons. E

- -

- How, for management purposes, should we defme
information handling? So many define it so du:ferently
that we need to develop a comoos:.te defmJ.tJ.on.

b. What are your major problems in handling infor-—
mation that presently affect or will in the future affect
the performance of your component ard/or other Agency
components? . _

c. Vhat are the Agencywide managemsnt issues in
information handling that you believe need attention
in this study (e.g., planning, utilization of techrnology,
" internal organlzatlonal relatlonshlps, others)?
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~do you think have a bearing on these issues and therefore
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Component-andvdirectorate responses of varying length and comprehensxveness '
were received in December. The purpose of this memorandum is to present
the results of the analysis of these responses.

: 2. Deflnltlon of lnfOrma ion- handlxng* The most common proce551ng
elements among those iIncluded in the definitions offered by various compo-
. nents were dissemination (also referred to as transmission, transfer,
- communication, flcw, exchange or sharing), storage (also called recording,

e_-preservatlon, or filing), retrieval (the query process), and transformation

(also manipulation, processing, transcription,”editing, or reorganizing).
Most definitions assumed a common understanding of what kinds of information
- were being stored and retrieved, but a few explicitly included references

' to managerment information as well as intelligence information, and there
were several mentions of information needed to.support decisions and to

. assist in the accomplishment of Agency'mL551o1s. A brief composite

- deflnxtlon would be: S o

_ Informatlon handling in CIA is the systematic creation,
- movement, use, storage, retrieval, and disposal of intel-
. ligence and managment information with the support of
automated or other clearly identifiable processes and with
- due regard for control of sen51t1ve and compartmented data.

3. Major 1nformat10n handllng problems and management - issues: -
By far the most common problem identified has to do with establishing
Agencywide information handling policy. A majority of those commenting

. on this problem suggested organizational realignment as the most logical

. solution, calling to mind the conclusions of the July 1977 report to the

then DDCI on "ADP Issue No. 3," which recommended among other things the

establishment of a new component at the DDCI level, charged with responsi-~ +

- bility for Agencyw1de ADP plannlng, policy formulatlon, and performance
rev1ew. -

o Information'ﬂandlingiIssue No;'l: There is no .
- central organization responsible for policy formulation,
"planning, and tracking the effectiveness of the many
information handllng systems 1n use or proposed for use
in CIA. _ : ,

The second most common set of problems and issues cited by Agency.
components involves the amounts of information which must be handled, _
the timeliness with which existing automated systems deliver the information, -
and the limited resources available to deal with the volume and improve
the movement and retrieval. Selectivity, in collection, in retention,
and in dissemination, is seen as essential. Reference is also made to
-the disparity between the investments made in sophisticated collection
systems and those made to develop systems which will make the collected
. data available for analytical review and intelligence production.’ _

2
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volune of information handled by CIA comporents places
- @ premium on development -of more effective means of moving, -
selecting, retr1ev1ng, dlspleylng, and dlscardlng that
1nformatlon. N i _

Related to the coordlnatlon proolem already dlSCUSSed is the matter of
common standards, or the lack thereof, for the development of information
handling systems. wNot only software standards are lacking; there is no .
- common policy governing the ch01ce of hardware, and this lack is percelved‘ _
. as particularly shortsighted as decentralized use of mini- and micro— '

- computers and word processors grows. Standardized approaches are de51red,, '

~ but preferably those which still permlt tailoring to meet urlique require-

- ments of individual components. "Systematic" is the term most often
used or implied in the discussion of this issue. . .
‘Information Handling Issue No. 3: No common standards -
~ and policles exist for plamning and guiding the development
of information handling systems and the selection of
software and hardware to automate those systems.

(1t should be noted that in a parallel development a taak force organized
by the DDA at the request of the DICI recently completed'a report which _
recomuended the establishment of a permanent Agencywide committee of soft-
~ ware specialists charged with the development of standards to be met by
" new- software developed anywhere in CIA._.Ihe DICI has approved the recom—
mendatlcn ) . N ,;"

The followlng 1ssues, whlle not so commonly c1ted as those above,
were mentioned in one gu1se or another by three or more offlcee and so.
deserve to be 1nc1uded in this compllatlon- - : e

Informaelon Handllng Issue No. 4- Techﬁological devel—~

opments are blurring the traditional functional boundaries
- between information handling organizations, and we have not

developed mechanisms to deal effectively with cross- S

- functional information handling techniques. S -

Information Bandling Issue No. 5: We have a
growing need for a common query langtuage to ensure
efficient access to various data bases.

Information Handling Issue No. 6: Restrictive
procurement directives and budgetary decisions inhibit
- Agency efforts to select efficient alternative mechanisms
to solve specific information handling problems.

; Information Handling Issue No. 7: Any study of CI1a
information handling must take into account the growing -
demands placed on CIA information systems to suoport .
Cbmmunlty programs. . _
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taken to me ere is universal agreement on all aspects of this
complex subject. A number of divergences can be found, of which the most -
fundamental has to do with the scope of any study of information handling
in CIA. On the one hand, we are urged to confine the task statement to
be sure that task is manageable; on the other hand we are told that
"failure to /includs/ all of the ways in which data and information are
‘manipulated within the Agency will frustrate four/ efforts and result in
a partial and 1ncomplete answer...likely to be lncompatlble with functions
not examlned." The lssue can be” stated as follows:
Infbrmatlon Handllna Issue ho. 8. Tb-be useful, the = -
- study of 1information handling in CIA must be comprehensive,
"even though no one has suggested that we create a single, .
- monolithic information control system. A study of ..
such magnitude will be costly and time consuming. .
Can we afford to do it? Can we afford not to do it? S

4. Programs planned or under- -way, “which mast be-addressed-in- any
study of "information handling. The programs most commonly c1ted as hav1ng
relevance to the Infbrmaelon Handllng Study are:

SAFE

Interim SAFE ‘ '
_ Career Service Studies (ADP careerlsts, Reglstry and

Information Control careerists) :

Cable Dlssemlnatlon System (CDS)

COINS IX :

ADSTAR

CRAFT

Crisis Management Project

New Standard Soft-copy Computer Termlnal and Wbrd Processor
ADP Standards Committees and Government Panels

IRO Study Plan _ " _ _
RAPID ' o -
AEGIS/RECON (and possible expansiofi to serve the

Intelligence Community) -

Display ConserenCLng

ETECS

Security Task Force Reconmendatlons

Persign

ETAR

5. The information handling problem: The essential elements of
the problem as described by Agancy components suggest the following
composite statement of the problem:

Problem: CIA handles enormous emounts of intelligence
and management information. It has devised numerous manual
and automated systems, some of them highly successful, to

4
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assi8P 1l the generation, movement, use, storage, retrieval,
and disposal of this mass of data. In far too many cases,
however, these systems interact and relate to one another
on a random, unplanned basis. Where exceptions exist,
_where “systems of systems" have been developed by
forward-looking managers and systems analysts, there has
- existed no mechanism to relate these "systems of systems"
 to other such systems. Additionally, no Agencywide ‘
standards or policies exist to govern the development
of new.systems or- the beneficial interfacing of existing
. systems. If we are to devélop more orderly, systematic
. methods of managing our information, we need to know °
more about our existing information handling systems,: = . .
about the ways in which these systems do or do not inter— , S
act, and about how certain systems should .interact. ’ '
_ 6. The most significant messages conveyed by the responses to the
Comptroller's questionnaire are that we are paying a significant if
sometimes hidden price for the lack of planning in information management -
and that we can ill afford to allow vital informaticn systems to prolif-
erate in total independence one from amother. _ ' :

s

Bruce Johnson

5
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Questlons to be-Addressed in - the Information Handang Study

Execut ive~-Level Management

... .1. Wwhat are our fundamental goals in information handling? How do
they relate to the Agency's mission and to our legislative and executive
order requirements? . (This question must be the first order of business,
probably addressed as part of the terms of reference for the study.)

2. What major investment decisions will have to be made in information
handling in the next five years? ,

3. What will we get for our investment? How will we measure the
payoff? '

4. What milestones in the information handling plan will require
executive-level review? What review mechanism is recommended?

5. What policies (authorities, controls, standards) need to be
established to facilitate meeting our fundamental goals in information
handling? What mechanisme are needed to establish and monitor these
policies?

6. What will be the major problems and tradeoffs in information
handling that Agency executives will need to be alert to as we proceed?
What will be the indicators?

Coordination-and ‘Management

‘1. what changes, if any, are needed in our organizational arrange-
ments to deal more effectively with the increasing similarity of functions,
procedures, and techniques? What are our options?

2. What management mechanisms are needed to ensure compatability
and effective interaction in the development of future systems? ‘

3. What security and system integrity problems will we face over the
next five years? How can we solve the problems identified in the report
of the Security Review Task Force? Can they be solved at reasonable cost?

4. wWhat needs to be done to ensure effective interaction between
Agency information handling systems and otners in the Intelligence Community?

5. To the extent that the plan calls for developing new information
handling systems and meking modifications to our current ones, what will
be the costs?

6. Do we have the other resources (space, number, and skills of people)
to undertake the needed tasks?
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System Development and Management

-~ 1. What are the steps in the flow of 0perétional, positive intelligence,
and administrative information into, through, and out of the Agency? Where
are the bottlenecks? '

2. What are the characteristics of the Agency's current and planned
information handling systems? How do/should these systems interact?

3. How should future information handling systems serve their users?
What are the infcrmation needs of managers, administrators, case officers,
analysts, technologists? ' T ' -0

4. What information handling systems beyond those already planned
need to be developed? Which of our current or planned systems need major
changes? What are the priorities of the needed work? )

5. What R&D investments are needed to meet the Agency's information
handling needs in the next ten years? What guidelines should be followed
in evaluating and exploiting new information handling technology as it
becomes available?

2
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12 April 1979

MEMORANDUM FOR: A1l DDA Offices and Staffs

FROM: —
Acting EO/DDA
SUBJECT: Executive Committee

For purposes of consistency, would you please

refer to the new Executive Committee, if you must

STATINT
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MEMORANDUM FOR: Secretary, CIA Executive Committee

FROM: Don I. Wortman
: ' Deputy Director for Administration
SUBJECT : _ Agenda Topics for CIA Executive Conuiittee
REFERENCE: A. Memorandum from Comptroller dated 20 Jamuary 79,

Subject: Agency Managmment, Revitalizing the EAG

B. Memorandum from DDCI dated 9 March 79, Subject:
The CIA Executive Commitiee ‘ '

1. In response to reference B., I am forwarding suggested topics
for consideration by the CIA Executive Commitiee. Attaciment 1. is a
list of topics upon which work has already begun due to earlier interest
expressed by the DCI and DDCI., I believe these should be scheduled for
early consideration by the Executive Cormittee and have indicated dates
by which we will be prepared to present our reports to the Comnittee.
Attachment 2. is a 1ist of additional topics T would like to have
included on the Executive Committee agenda in the future.

2. In addition to the topics listed in the attachments, the NAPA
Report and the resulting implementation plan should be given high
priority on the Executive Committee agenda. If the report receives
the careful consideration it deserves, a nuwber of meetings will need

to be devoted to this important topic.

3. Of the 19 topics suggested in the attachment to reference A.,
I recomrend that manpower related topics (Items #2 - Personnel policy;
#11 - Manpower allocation; #12 - Managing the process of doing more
with less; and #14 - Productivity enhancerent) and the Information
Handling Study (Item #S) be given the highest priority. I also
recommend that the Annual ADP review continue to enjoy the same high
priority that it did in the EAG. ‘

Don I. Vortman

Attachments;
1. § 2. As Stated

Distribution:

Original - Addressee w/atts ~ 05 9 0?5'3/ ,

1 - DDCI w/atts - All Portions of this
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OPI(‘

SUCGESTED CIA EXECUTIVE CO

FOR EARLY CONSIDERATION

1. CIA Retirees - The Office of Personnel is Qtudylno
a number of DCI questions regarding retirees. Included
are such questions as: Should we be doing more for our re- ..

. tirees? Should we keep them better informed? Should we ask

them to help us recruit? Should we ask them to help us im-
prove our public image? The Office of Personnel is preparing
a briefing and will distribute a peint paper prior to the
Executive Committee members before the meeting.  They will be
prepared by 25 April 1979.

2. Recruiting on College Campuses - The Director has
1nd1cated specific interest in how we are doing on campus
recruitment and would like the following points addressed:
Should we inventory our retired and active employees as to
their college of origin and engage them on these campuses?

Do we really want to recruit on campuses or are we inter-
ested in people with more experience? Can all of the Direc- -
torates help by supplying temporary recruiters for blitz
activities on individual campuses? The Office of Personnel

is working up a briefing and will distribute a point paper
prior to the Executive Committee meeting. They will be ready
on 2 May 1979, :

3. Language Training Incentives - Based on an interest
shown by the DDCI, the Director of Training is working on a-
package which will provide options on language training in-
centives as well as other proposals to attract students,
conserve our assets and generally improve our language training
program. A paper will be prepared to the DDCI. Hopefully, it
will have been coordinated and endorsed by Agency Directorates
and be ready for review by the Executive Committee after 30
April 1979

4, FY '79 Advanced Personnel Plan - After a thorough
briefing of the Agency Advanced Personnel Plan and struck by
the amount of valuable information contained therein,

Mr. Wortman feels that discussion of this personnel manage-
ment tool would be important for Executive Committee review.

He suggested this discussion take place prior to the thorough
review of the NAPA report. The Office of Personnel is prepared
to provide such a briefing in early May.
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5. Civil Service Reform Act - Although the Agency is
exempt, the Office of Personnel is studying the Civil Service
Reform Act to determine what elements of it may be incorporated
into the Agency personnel management plan. There continue to
be questions concerning the implementation of the Act, there-
fore, it is suggested that a presentation not be arranged .
prior to the month of June. Two areas to be explored at that
time would be the Senior Executive Service and the merit pay
features. It is expected that point papers will be distributed to
the Executive Committee prior to the presentation. ' '
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ADDITIONAL TOPICS FOR CONSIDERATION BY

THE EXECUTIVE COMMITTEE

1. Recruitment and Retention of Engineers and
Scientists - The Agency 1s experiencing increasing diffi-
culty in recruiting and retaining high caliber technical -
(engineering) and scientific personnel. There appears to
be a salary gap between the Agency and private sector both
at the entry and journeyman levels. If the Agency is to
attract and retain the quality of professionals needed to
support our technologically-advanced systems, we may need
to establish salary levels competitive with the private
sector rather than establishing salaries based on similar
positions in other Federal agencies. The Executive Com-
mittee should initiate a study of this issue to determine
whether there is a need for the DCI to exercise his unique
salary-setting authority to maintain the required degree
of professional excellence in our engineering and scienti-
fic work.’

2. Overseas Incentives and Benefits Program - The
motivation for overseas service is diminishing. Geographic
mobility is adversely impacted by changing social conditions,
including the entry of more wives into the work force. In-
flation has seriously eroded the financial benefits perceived
to accompany overseas service. A fresh and.innovative look
at motivational factors affecting overseas services is needed.
The Executive Committee should initiate such a study.

3. Emergency Role of CIA - The current administration
is beginning to focus more attention on emergency preparedness
and the ability of the central government to continue to func-
tion in the event of a national disaster such as an attack on
the United States. The Executive Committee should review plamns
and procedures covering planned emergency scenarios and provide
guidance on support functions that will be needed in the emer-
gencies. For example, the availability of survivable data
bases and information systems may well determine whether CIA
can carry on a meaningful emergency role. Costly long-term
efforts are needed in the support areas and policy guidance is .
needed to give such efforts validity and momentum.
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MEMORANDUM FOR: Associate Deputy Director for Administration

FROM: Robert W. Gambino
Director of Security
SUBJECT: Revitalized EAG
REFERBNCE: Memorandum from ADDA to D/Sec dated

27 Mar 1979, same subject (DDA 79-0394/2)

1. The Office of Security has reviewed the list of
proposed topics for consideration by the Executive Advisory
Group forwarded with the reference memorandum. It is
believed that the list is a solid one and contains many
topics that should be considered by such a bedy.

2. In terms of priorities, we would suggest that those
items dealing with utilization of manpower, viz, numbers 13
(Nanaging the process of doing more with less), 14 (Productivity
enhancement) and 11 (Manpower allocation) perhaps should
enjoy a higher priority. With respect to additional topics,
we believe that it would be useful to consider the question
of internal versus external management training, i.e., do we
get better results from bringing an outside expert in
to train a homogenous group of Ageacy managers than sending
individual Agency managers to heterogenous traini
at such schools as Harvard?
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27 March 1979
MEMORANDUM FOR: Director |of Communications
Director lof Finance
, Acting Director of Data Proce551ng
Director |of Logistics
Director lof Medical Services
Director lof Personnel
irector of Security
Acting Dlrector of Training
Executlve Officer, DDA
A551stant for Inforﬂatlon, DDA
Chief, Ianaﬁement and Assessment Staff, DDA
FROM: Clifford|D. May, Jr.
Associate Deputy Director for Administration
SUBJECT: Revitalized EAG

1. Attached for your information are draft papers outlining
the plan to revitalize thé FAG in the form of a CIA Executive Committee.
In addition I have attached for your information examples of topics
that have been suggested by the Office of the Comptroller for consid-
eration by the Executive C0mn1ttee It is expected. that the Executive
Comnittee will begin to operate in accordance with its new charter
within a week or so.

2. We plan to add to the list of Executive Committee topics
certain other tasks that have been separately assigned, such as CIA
Retirees, Recruitment on College Carpuses , State/CI\ Interactlon on
Training and Improved Lanbuage Incentives. Because work in these areas
is already underway, we would expect to be able to schedule their
consideration by the Committee at an early date.

3. After you have rgviewed the attached list of topics, I would
appreciate any suggestions regarding additional items as well as the
priorities that should be| assigned in dealing with the topics. Your
response should be received by noon 30 March.

STATIN

Clifford D.

Attachments:
1. Draft Qutlines on
CIA Executive Committee
2. Examples of topics
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Executive Comitisa- P"o\mim es

1. Meetings. The Executive Co:miﬁtee will normaliy reet weekky.
on Wednesday, 3:30-5:00 in the DCI's Conferencs Room.
2. BAgenda. Meetings will have the following format (with specific
items ignored as appropriate): | )
a. Summary and clarificatién of the agenda.
'b. Substantive items. Gensrally reetings will
be limited to one or two topics. Vhere more than on2
such item is on the agenda, decision items will fake
precedence (that is, items brought up for the Chairman's

decision based on presentations and Comnittee discussion),

followad by information items (involving presentations o -

to the Committee, but no decision except possible

follow—uo activity), ard then discussion items (where
extended dlSCUSSlOH among Committea rmambers is antici-

. pated, perhaps based on previous briefings, completed

studies, or think pieces.)

C. Proposed aganda for future rsetings. The

‘ » I3 . s

Secretary will report on current activities and pending

items. Members will be solicited on topics they would
like the Conmittee to address.
As a general rule, items brought up for Coxzmittee consideration will

require prior knowledge by all|of ths meszbers, and where appropr iate,

preparatory work by the members and the staff.
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to attend meetings. Their deputies should atiznd in thoir absence.

The Chairman will advise irdividual mermbars when thair vacticipation is

not required. . Other Agency officials will bz invited by the Chairman

to attend Committee meetings during thoss portioas involving presentations

and discussions within their areas of responsibility or expertise., x

‘ [
|

4. Committee and staff paperwork.

a. Where appr:opriate‘, pre-ireeting material will ba
distributed to the members by the Secretary, at least

two davs prior to a meeting. All such material must - : -_

go to the Secretary for distribution, who will revies

and assemble it for all members. Minutes cf Committes

meetings will be drafted and coordinated by the Secretary.

- b. Documentation of the Chairman's dacisions will

be provided by decision memoranda. Similarly, a Chairman's

action memorandum will be used to sp=ll out follow-up

-action to be taken as a result of Committes deliberations.

It will provide the terms of reference for a task to be
performed for the Committee: analyéis‘of a proposal, study
of a problem, or development of a plan. Normally a task

will be assigned to one member for action. IFf.that maEbar
sees the need to use significant resources outside_h'is
control in order to carry out the task, the action memorandum

may call for a task group to be forrsd, with resource levels

from each contributing member clearly idantified. The
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Comaittee staff will assist in drafiing and coordinzting
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thee.o reroranda.

c. The Committee Sacretary will maintain the raster
files of Committee-related material, including an uo-to-date

.

list of perding agenda items and staff review itens. The
staff will prepare studies on agerda items at the direction
of the Chairman and provide him with pariodic reports on -

its activities.

(2]
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Establishmant of the CIA Execurive Conanittes

l. The CIA Executive Committes is established, replacing the

Executive Advisory Group. Hnm..,-nr:shm of the Executive Cormittee 15
as follows: i
Chairman: Director of Central Intelligence

Vice Chairman: Deputy Director of Central Intelligence

Members: Deputy Dn:e\ctor: for Ad‘nlmstratlon
Deputy Director for National Foreign Assessment

Deputy Dlrector for Opzarations

Deputy Dlrector for Science ard Tachrology
Corptr:oller .
Director, Fqual Emoloyment Oppor Lum.ty '

2. Purpose. The Executive Committee is an integral part of thes
deéision makiﬁg and review process at the executive level of the Agancy.
The purposes of the Committee are to: |

Facilitate a shared urderstanding among Agency executives

‘of basic problems and encourage an Agencywide perspective'

in their solution.

Assist the DCI and the DDCI in establishing policies .

éffecting the Agency's mission and functions and its

relationship to the Intelligence Community and to the

rest of the Government.
Act as the Agency's strategic planning mechanism fo:-

major long-term.inter—directorate activities.

Review proposals for major new Agency programs and

significant changes to existing progrars at the direc-—

tion of the DCI and the DDCI.
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the initial Committee
A key concern of the Committ
For example, as a consequenc
ray direct that strategic pl
purpose of such plans is to
objectives that are fundamén
in thet time frame.

3. Committee-Agenda.

affect the mission of C
to.meet its responsib
are cross-directorate i
the CIA as a whole; 0
have long-term implicat
. ‘

Staff -Suprorkt. The

established to support the E
interest to the Dci and the
Prepare Committee agend
zppropriate preparato

Draft terms of referenc

action,

ee will b2 Agency policy and planning.

e of Committee deliberations, the Chairman
ans be developzd in specific areas. Tas

set a three~to-five yeér course for reaching

tal to or impinge on the Agency's mission

In pursuing these purposes, the Executive

cs that:

TA or affect the Agency's ability

ilities now and in the future; .

n nature or otherwise affect

"

ions.

position of Secretary, Executive Coxmittes is
xecutive Committee and to édﬁréss‘issues of
DDCI. The Secretary, Executive Coxndtﬁee,will:
as and minutes and circulate

ry material to members.

e and assist Agency components

that are assigned responsibility for developing policy

papers, strategic plans, and other cross-directorate

action proposals'for
Track progress on appro

and other Committee a

AL | N
l'\ e n
".',-7-‘ '

the Cormittee.
ved policies, strategic plans,

ctions.
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as assignad by the Chairmarn. : |

Tn2 Sacretary, Executive Committes and the Executive Cormittes Stafs

433

will reside in the O/Comptroller.

5. Respoasibilities-of ‘Members. In most cases, the Chairmen of the

Executive Committee will assign responsibility for a spacific topic to an
individual Committee member, who will draw upon Agency components as
appropriate for help in studying the problem and proposing solutions.
The member will inform the Committee of progress and presént recommanda—

tions for its review.

STANSFIEID TURNER

Approved For Release 2002/01/11 : CIA-RDP85-00821R000100020003-1




Approved For Rele ses

" 1T| 1 : CIA-RDP85-00821R000100020003-1

Examples of Executive Cormittee Topics

(In ra

‘1. Relationships with ot

ndor order )

her members of the Intelligence Comrunity.

As Presidents, Directors, ard
Community closer together, we
closer relationships with all
Much has been done. Much remg
the Executive Committee to dev
of how wa might improve relati
for example. It could be usef
others to sit down for an afte
rnutual problems, or we could f

2. Personnel policy. Of
made by the NAPA group on the-
we might want to look at our o
including the potential impact
reforms in this area. (U)

3. Flow of our analytica

Congress nava rorced the Intelligence

have been adjusting to the need for much

of our partners in the intelligence process.
ins to be done. It might be useful for

ote systematic attention to the cuestion ‘
onships with N3A, DIA, the Mavy, and State,
ul to ask Bobby Inman, A8mirel Shapiro, or
rnoon with our senior managers to discuss
ind other ways to pursue this problem. (C)

immediate interest is the progress being.
personnel management systems study. Second,
verall approach to leadership development,
of the recently enacted civil service

1 product to outside consumers. John

Mctianon raised the point some

months ago that DDO raw traffic goes to

oucside consumers and to the Intelligence Community without coordinztion

with WFAC. The same is true o
this traffic, particularly to
rerder irrelevant a substantia
because the raw material was p
There is a question as to whet

f NSA traffic, of course. The flow of
the NSC and the State Department, might
1 amount of the NFAC current product—-—
reviously mede available to policymakers.
her much can be done about this problem,

but we might benefit from a better understanding of how ths system

works, and what effect it has

efforts to upgrade product quality.

(C)

4. Critical, long-term intelligence problems.

on our outside consumers and on our
A staff study might be in order.

The senior Agency

management team, without leaning too heavily on their staffs, could

spend considerable time in fruitful discussion on the four or five

intelligence problems we need ‘
to mobilize Agency resources t

we will be asked three to five years from now.

Programs——the Soviet directed ‘
strategic ASW program—are ex
attention on tough intelligenc
from these discussions which a
sectors of our work—RsD, coll

ment (among others). The Exec

to work very Hard and on looking at ways

0 get the answers to intelligence quastions
The two Pilot Collection
energy weapons capability and thz Soviet
ples of the value of focusing top-level

e targets. A set of goals could emerge

re meant to influence planning in meny
ection strategies, and rersonnel develop-
utive Committee might comission plans

to achieve these goals and track progress against them. (S)

5. Agency information handling activities.

have begun a series of steps that should lead to answers about where we want

to be in information handling (capebility in five years ani to a strategy
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put continuing involvenen tne P\-x,utwo wa'n carry -
this off. (U)

6. Authorities of the deputy directors. There exist a variety
of formal and informal understandings between and erong the ICI, the LiCI,
"and the four deputies relatinhg to the exercise of their avthorities.
- Turnover in senior personnel and the charnging external environment have
blurred or altered these understandings. It would be helpful to zll
concerned to review, and adjust as appropriate, existing understardinrgs
related to, for example, the authority of the deputy director to make
appointments to key positions in his directorate, to make organizational
changes, to eliminate or reduce a service affectmg others, and to cooperate
with foreign liaison services or other agencies of the US Government. (U)

7. Management lessons to b== learned from others. In the past,
EAG was put in contact with authoritative outsiders (at IBM and Lock—
d) vho dlscussed with us how they approach management prablems very
?’?7163 ilar to owrs. One or two visits like this over the rext year might
be considered. (U)

OFFICIAL

8. Clandestine technical collection. Our perforjtance in this area
has not been gocd, but it has pranise. We need to decide how serious
we are about the use of DDO and DDS&T assets to go after the tough t:argets
in denied areas. If we reaffirm our commitment to clandestins technical
collection of intelligence data, we need to set a course that will improve
our ability to carry out such operations successfully. 2gain, goals need
to be set, plans developed and tracked. (5)

9. Agency communication systems. One of the recommendations of the
Intelligence R&D Council is that we develop a system for a “high capacity, , N (’;
secure, nonvulnerable communication from collectors to users.” A plaming !—} R/
effort has been started by an Agency group on a piece of such a system ) :

(agent communlcatlons) Refore this effort goes too much further, it L
might be wise for the Committee to look downstream at the overall coamuni— 2.
cations capability we would like to have and can afford. (S) : ﬁf.

10. The evaluation function. A variety of methods are now employad

by Agency components to track how well they are performing their job,
some more successful than others. This experience might be compared

to see if there are common elements of evaluation methodology that could
be extracted and applied across the board. This is a fundamental area

of executive responsibility where there is a significant gap between the
efforts within the directorates and the fledgling effort at the Community
level. (U)

11. Manpower allocation. Are we making proper use of available
Agency manpower to meet the national intelligence needs of the US? This
fundamental question was examined by the ADD's about five years ago.
(under heavy pressure to reduce Agency ceiling). Ir view of continuing
ceiling pressures, it bears re-examination. (C)

2
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ich resulted in the creation of CS0 and in an initiz? trezaty with PG5,
wag tracked closaly by the EAG. A secondt major stags of this acliivity
L could be the establishment of a set of oyjectives in SIGIRT that the
Agency would like to achieve within five yzars. This topic might not:
meet the cross—directorate criterion, but it is of such furdamentzal
importance to the Agency's future that it needs the eattention of 211

of us. (8) :

13. Managing the process of doing more with less. We feel the
impact of the unrelenting belt tightening every day, not just at budgst
time. And every day we are asked to do more. Are there useful ground
rules for dealing with these conditions at the executive level? For
example, substantive initiatives or new directives to beef up this ar
that often filter downward, without guidance on the resources need=d to
get the job done. Conversely, when a component forwards e high-priority
proposal and is willing to movie money or people from some other progrem
to get it done, there is the danger of not only losing the battle on the
naw proposal, but by calling attention to the function to be sacrificed,
of losing that too. A'discussion of these problems could yield some
gentleman's agreaments with the goal of more open discussion (and better
decisions) on what new things we want to do and the price we are willing
to pay. (U)

14. Productivity enhancement. Can we work toward a more productive
organization without resorting to motherhood exhortations and artificial
measurements and comparisons? | We probeably can, but the key is whether
it is feasible to adopt a policy that encourages investment in proroszals
that will achieve net savings ‘in manpower and other cosis. Even in the
face of tighter budgets, we may be able to get OGMB ard Congress to listen

25X1Ato proposals for investments in certain areas. But we are not now in &
rosition to make such proposaﬂs_effectively- (U)

16. Our ecuities in “friendly" countries. The Agency's interests

and those of some governments|and their intelligence services have become

rather closely entwined over ti:he years. We have significant investments

in real estate, trained indigenous personnel, hardware, and inforwatiocn

. | . . . -
exchange in some cases. But a realistic assessnent rarely is mads until
we are in danger of losing mu(i:h of that investment, witnsss Iran. Are
there equities in other countries with whom we now work in partnership

that ought to be examined now‘to estimate our losses should that relation—
ship be strained or broken--with - 25X1A
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17. Rnlc_tmw«“ with R4S and CIS. 1o are skill fenti
achieving a workable arrengemant with thase two staflfs S alreaay haz
a strong voice in budget matters and CiS is just now acauiring some muscle
that it will want to flex. In both cases, we will have unigue pL0312115
in the Comaunity because of the special situation the Agency has vis—a-vis
the ICI and these staffs. The Executive Committee, in looking ouvt for the
Agency's interests, should track these relationships as they evolve,-
particularly as they affect the budget process. (U) '
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18. Costly collection systems. Funds for the development of major
intelligence data collection systems take a major portion of the intelligence.
budget. Decisions on proposals made witnin other prograns affect our '
budget indirectly, and CIA-funded. systems or subsystems, of coursz, have
a major effect on all of our individual budgets. Iach of us exercises
some influence on funding decisions for these large systems.  Couwld our .
joint consideration of these proposals improve the decision makmg chcecas-'

(S)

25X1A - 19. Release of intelligence information to foreign nationals. In
recent vears standard dissemination controls have been dzfined (NCFORN,
ﬁ). In addition, there are broad policies on the releasibility
of certain categories of information (frcm specific overhead systems,

for example). These provide a basic foundation for an information release
policy, but cannot account for the special arrangements that are proposed
and acted on daily and the many precedents that are set and followed in
individual Agency components. Are all of these arrangements mutually
consistent and are they consistent with the basic rolicy in effect in:
dealing with the country in question? A review of our current practices

and policies in releasing information to foreign nationals might be jn .
order. (S)

N
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